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As I began thinking about going into education when I was
younger, I really felt a strong need and desire to deal with
people.

I really wanted to work with people and share my ideas

with everyone -- both young and old.
Thinking about what I wanted to do when I grew up, and
trying to figure out what college to go to, I had some guidance
which has influenced me to pursue education and now
administration.

I grew up in a family who are administrators at

the junior and high school levels.

My father is an associate

principal at a junior high in Cedar Rapids and one of my uncles
is the principal at that same junior high.
associate principal at the high school.

My other uncle is an

All three work for the

same district.
Having this day to day experience of my father and uncles'
careers surrounding me, I really had a "calling" to become
involved with teaching and later to become a principal.

to become a principal.

I wanted

The big difference was whether I wanted

to become an elementary or secondary principal.

Through time, I

could see myself becoming more and more an elementary principal.
I became very knowledgeable with how junior high schools were
run and the experiences, frustrations, etc. that these junior
high/middle school principals go through in running a school.
had it stuck in my mind that begin a junior high/middle school

I
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principal was not for me.

Not that I would not ever consider

giving it a chance, but I was finally seeing myself becoming an
elementary principal.
Once I decided that this is the direction to be headed, I've
reflected and thought about what administration was, how a school
should be run, how to deal with parents and discipline, what
curriculum should be taught, and how to deal with my fellow
colleagues and community.
Educational Philosophy
Before I began my graduate program, I thought about my
philosophy of administration and some goals in administering a
school.

My philosophy as an administrator before beginning my

program was someone that would lead and guide others in such a
way where I was the dictator and the teachers were like puppets.
I said and they did.

I thought that this way things would be

done the way I wanted them to be and my school would run just
fine.

I had a philosophy like "do it my way or don't do it at

all."

I also felt like I was a leader and that if I involved

everyone, including students, it would interfere and get in the
way of learning.

I wanted to make sure that all kids can learn.

By doing that, I need to have the ultimate power and the final
say.

I could honestly say that deep down inside, I wanted to

run a school taking all the credit for all the good things that
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occurred and ignore the negative ones.

I would feel threatened

to involve my staff members as they might think that their
principal is weak and has no power.
Personal Goals
When thinking about my goals as a future principal, I had
in mind trying to lead and run a school in which all students can
and will learn.

As for how to do this, I was unsure.

I did

know that in order to help all students learn, there needs to be
motivation.

This was very tough for me as a student going

through high school because I was one of those that "put it off to
the last minute" and did just enough to get by.

I was fortunate

enough to have parents and teachers to give me that extra boost
to get through.

In turn, I have made a concentrated effort in

my teaching to motivate students in any way possible.

A second

goal of mine as a principal would be to influence faculty and staff
in discipline.

Be firm but fair.

I would encourage the staff in

dealing with students to let it be a learning experience for them
while talking the problem through.
This brings me to another goal or mission of mine which is
communicating with students.

I feel the more communication you

have in an elementary school, the better it is run.

When dealing

with elementary students, the more you listen, the more you are
looked up to.

I would hope to talk to students at their level,
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discussing their problems, accomplishments, etc.

This way, the

students can feel comfortable with you and build a bond or
relationship.

You are still their principal, but you are

becoming a friend too.
Thinking about the reality of why students go to school, a
major goal of mine as a principal would be to ensure a quality
education for all students in a safe and learning environment.

In

today's society, students are being exposed to more and more
negative influences such as gang violence, AIDS, drugs, and
crime.

How do we keep this out of our schools?

This scares me.

I've always had this in my mind as to how I'd handle this in my
school.

I strongly feel that this would have to be one of my

biggest challenges.

I want my students to be safe.

At the

elementary level, the impact that this leaves students with is
dramatic.

One bad experience or involvement with any of these

factors can lead to more and more destruction in their lives to the
point of death.
As I digest what my goals and philosophy were before I got
into my graduate program, I believe that time is going to play an
important role in shaping me to be an effective elementary
principal.

I have come to understand that my goals and

philosophy will change and that change is a process, not an
event.
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When I began my graduate work, my first course was
Foundations of School Administration at the University of Iowa.
Having my philosophy and goals set in my mind, I felt like I was
ready to "learn the ropes" of administration and all the basics of
how to run a school.

Well I had a rude awakening.

Administration was not what I thought it would be.

This course

made me start to reflect on what exactly administration was and
how to build upon yourself to get the best out of whom ever you
deal with.
I developed a definition of what administration was: the
management of organization and the process of utilizing human
resources in order to come up with an objective or purpose.
(Foley, U of I. 1989).
me.

This definition really started to sink into

Administration, to· me, was like a ministry.

If you would

break down the word, you would come up with ministration.

In

this profession, you have to be able to help your faculty/ staff in
organization, serve them in any way possible, care for their
needs by listening and communicating with them while facilitating
them.
As I indicated earlier, one of my philosophical beliefs was
to stay on top of things.

I've found out that you need to stay

on top of things, but you also need to include your staff in the
decision-making process.

You need to do this by asking them
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"How can I help you?"

By doing this, you are improving

communication among those you work with.
As this class progressed throughout the semester, my
philosophies started to change.

I began to develop a stronger

respect for those who worked with or under me -- the teachers
and students.

I was beginning to realize how important teachers

are in making decisions.

I was beginning to feel that an

administrator will always be a teacher.

You are providing

leadership to those you come in contact with and also you are
serving the purpose of the public school -- to develop productive
citizens.
Being an elementary principal, you need to listen rather
that preach and suggest rather than impose.

By doing that, you

have a purpose in mind and can direct yourself towards the
future.
Max Weber, a German, (Campbell, 1990, p. 246-47) believes

that you can't understand organization unless you have
leadership, power and authority.

I agree with him on leadership

but am wondering how important power and authority is in an
elementary school.

My belief has become one as a leader or

"manager" of a school.

You can manage the pupils, curriculum,

staff, facilities and finance, but I now think you would be hard

7

pressed by dictating your power and authority in these areas.
By the end of this course, I wanted to run a school using
the three E's: Efficiency, Effectiveness and Equity.

By

incorporating these, I felt like I could run a school that would be
using its best resources; the faculty, in an effective way,
involving everyone in the decision-making process.
Personal Vision
After reading Instructional Leadership: How principals make
a difference by Wilma F. Smith and Richard L. Andrews (1989), I
see myself as an instructional leader and now have a "vision" .

In

order to be an effective principal, I would agree with
(Rutherford, 1985, p. 32) that you have to:
(1) have clear, informed visions of what they want their
schools to become -- visions that focus on students and their
needs; ( 2) translate these visions into goals for their school and
expectations for their teachers, students and administrators; ( 3)
continuously monitor progress; and ( 4) intervene in a supportive
or corrective manner when this seems necessary.
I have always seen myself as one who is concerned with the
needs of students and have developed a commitment to intervene
in a supportive way.

I feel like I can make a difference being a

principal who is a resource provider, instructional resource,
communicator and a visible presence (Smith, 1989, p. 9) .

As a
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Resource Provider, the instructional leader, should demonstrate
effective use of time and resources such as planning, organizing
work to be done, or assigning staff members according to their
strengths.

Also, I need to demonstrate the skills as a change

master by establishing an ongoing process for planning and
making necessary changes within the school while developing a
feeling of individual/ group ownership.
The principal as an Instructional Resource would
demonstrate the ability to evaluate and reinforce appropriate and
effective instructional strategies.

They also supervise the staff,

using strategies that focus on the improvement of instruction,
while knowing the importance of student learning objectives to the
implementation of the instructional program.
Being a communicator has been a key to me as an educator.
I am one who is able to evaluate and deal effectively with others
through engaging in two-way communication, problem-solving,
cooperation, and sharing.
At this point in time, I have seen how vital communication
is.

As for me wanting to be the dictator and making all the

decisions, that theory or philosophy is history!

I needed to face

reality.
The last way to make a difference is to be visible.

My

belief is that by doing this you can work cooperatively with the
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staff and the community to develop clear goals that relate to the
district's mission.

You are visible to the staff, students, and

parents at the school.
commitment.

This in turn will give you greater teacher

If the principal puts in long hours, is fair-minded

in dealing with student complaints, and attends student activities
in the school and community, a positive tone is set for both
teachers and students.
My vision as an elementary principal has become more
focused and clear.

I no longer have tunnel vision.

I'm seeing

the light at the end of the tunnel and am headed in the right
direction.
Major Points
Leadership
After taking Administration of the Elementary School, I've
really focused my attention towards being a principal who is a
leader and a manager.

I was able to explore many dimensions to

what leadership was and the basic "functions" which comprised
the pri.ncipalship.

I have also developed some management skills

that are important to successful school administration.

I would

have to agree with the definition that "Leadership is the way
principals use themselves to create a school climate characterized
by staff productivity, pupil productivity, and creative thought."
(Hughes, 1989, p. 4).
and management.

I see myself now practicing leadership
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I have learned that the leadership role of a principal in a
effective school can be examined from four (4) perspectives:
(1)

An assertive, achievement-oriented leader that includes

both what the principal does and what the principal allows to
happen.

The principal sets the direction for the school and holds

staff accountable for that direction.
( 2)

An orderly, purposeful and peaceful school climate in

which there are rules, regulations and guidelines, and teachers
and pupils are expected to know and observe these.
( 3)

High expectations for staff and pupils.

(4)

Well-designed and well-understood instructional

objectives and evaluation systems.
I see myself as a classroom teacher and future elementary
principal being successful in managing my classroom.

The

professional organization (NASSP) has uncovered six (6) abilities
that are important to successful school administrators
(Hughes, 1989, p. 7):
(1)

The ability to plan and organize work.

(2)

The ability to work and lead others.

( 3)

The ability to analyze problems and make decisions.

(4)

The ability to communicate orally and in writing.

( 5)

The ability to perceive the needs and concerns for
others.

( 6)

The ability to perform under pressure.
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With these, I see myself doing these on a daily basis in the
classroom.

The hard part is that as principals we need to be

good at these in order to manage our school effectively.
The word "leader" can be taken many ways.

I wanted to

specifically find out what kind of leader I was and I came across
Kenneth Blanchard's book, Leadership and the One Minute
Manager.

As I read this, it was interesting to find out what was

important in increasing effectiveness through situational
leadership.

This was very interesting to me because the book is

based on the relationship between ( 1) the amount of direction and
control (Directive Behavior) a leader gives; (2) the amount of
support and encouragement (Supportive Behavior) a leader
provides; and (3) the competence and commitment (Developmental
Level) that a follower exhibits in performing a specific task.
Blanchard described four leadership styles: Directing, Coaching,
Supporting and Delegating (Blanchard, 1985, p. 47) .
Directing:

High directive/low supportive behavior: Leader

provides specific instructions ( role and goals) for followers and
closely supervises task accomplishment.

Coaching: High directive/high supportive behavior: Leader
explains decisions and solicits suggestions from followers but
continues to direct task accomplishment.
Supporting: High supportive/low directive behavior: Leader makes
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decisions together with the followers and supports efforts toward
task accomplishment.
Delegating: Low supportive/low directive behavior: Leader turns

over decisions and responsibility for implementation to followers.
Trying to pinpoint where I'm at as a situational leader, I
fall as a Supporting leader with a little Coaching.

I am one who

makes decisions together with the followers and supports efforts
toward task accomplishment.

It is very ironic to think that the

other two styles fit in with what my beliefs were before I started
my masters program.

I

~

a Directing leader by telling people

what to do, how to do it, where to do it, and when to do it, and
then closely supervise their performance.
Successful Keys to Leadership
This past spring (April, 1991) Dr. Doud and Dr. Decker
conducted a Saturday workshop through Development Dimensions
International, Pittsburgh, Pennsylvania on Interaction
Management: The Challenge of Leadership.

This workshop made

me focus on skills that will help develop or maintain positive,
participative, productive relationships with people at all levels of
the organization.

I walked away with "Keys to Successful

Interactions" or skills that I need to meet the challenge of
leadership.

The keys to success or key principles are:
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(1)

( 2)

Maintain or enhance self-esteem.
•

be specific

•

be sincere

Listen and respond with empathy.
•

(3)

respond to feelings and content

Ask for help in solving the problem.
•

seek and develop ideas

•

provide support without removing responsibility

Focusing in on Key Principle 1, this will help me open the
lines to better communication, gain a commitment from my
teachers, and increase cooperation among my staff.

A confident

group is generally more collaborative, innovative and productive.
Key Principle 2 has helped me grow professionally by
having open, two-way -communication and responding with
empathy.

When I think back a year or two, I was one who was

not empathetic or considerate.

I feel it is very important to let

others know that I've heard and understood both the content of
what was said and the feelings expressed.

Getting feelings out

in the open helps you focus on the topic in question.
Asking for help in solving the problem Key Principle 3,
increases my staff's participation and ideas.

We need to

remember that "two heads are better that one" and that you can
focus on the "WE".

It is a joint venture, both principal and

teacher working together.
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A second component of this workshop included how to
handle complaints as a leader or manager.

Development

Dimensions International has identified six (6) critical steps in
handling complaints.
(1)

Listen intently and with empathy to the individual.

( 2)

Get all the details of the complaint and make notes.

( 3)

Respond by showing that you understand the
situation.

( 4)

Openly present your position.

( 5)

Decide on a specific follow-up.

(6)

Thank the individual for bringing the complaint to
your attention.

This is one of the toughest things for me to deal with or
handle.

Having the opportunity to learn by doing, these six

steps have helped me a great deal as a classroom teacher and
principal.

I really have found out how listening intently and with

empathy influences others.
has helped me a great deal.

I do have a very short fuse and this
I used to fly off the handle and

didn't give students a chance to speak or share their ideas.

I'm

hoping to practice these steps more and more as I go through my
career and hope to maintain some consistency.
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Areas of Concentration
As I reflect back and think what my vision or areas to
concentrate on, I have come up with four areas of concentration:
Leadership

Curriculum

Communication

Instruction
In determining where I need to concentrate most of my
efforts or where my weaknesses and proficiencies are, I did a
Self-Assessment and Professional Growth Development Assessment
(NAESP, 1989).

This guide assisted me in assessing my current

standing in regards to these four areas.

After participating in

this survey, it asks you to prioritize the needs for professional
growth and to develop a plan to make these areas proficient.
My strengths lie in the leadership realm and communication
process and the area I need to strengthen most are in the context
of curriculum and instruction.
in the leadership category.

Ironically, my Priority 1 item falls

I feel it is important to exercise a

vision and provide leadership that involves staff, parents,
students and the community in the identification and
accomplishment of the school's mission.

I'm moderately proficient

in that area, therefore there is a need for growth.

I also found

out that when it comes to identifying and creatively coordinating
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the use of available human material, and financial resources to
achieve the school's mission and goals, this is a high priority.

I

am lacking in this area and will need to develop more
professionally through workshops and inservices.
My second priority falls under instruction.

It is very

important to me as a principal to apply the principles of growth
and development, from the pre-kindergarten through early
adolescents levels, particularly as they relate to the children's
linguistic, physical, social, emotional and cognitive needs.

I need

to grow in this area, but I feel that I will grow very quickly as I
gain more and more teaching and professional experience.
Only having five years of teaching experience has hurt me in this
category.
Communication, as I eluded to earlier, was my most
proficient area.

I had a strong emphasis on using active

listening skills and was one who exemplified the behavior expected
of others.
I never thought I would become such a strong advocate for
communication in the principalship.

This survey, along with

time, has helped me set an expectation for myself as a
professional and as a future school leader.
one of my goals on lifelong learning.

This goes back to

As a principal, we need to

promote this and establish a means to an end.
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School/ Comm.unity Relationship
As my experience in education increases and I deal with
parents and students, the parents and community are the "key"
to unlocking a successful education and school.

I feel that school

and community are a two-way street with the students being the
third communicator.

This ties in with Kindred's (1990) definition

of school-community relations:

11

A process of communication

between the school and the community for the purpose of
increasing citizen understanding of educational needs and
practices and encouraging intelligent citizen interest and
cooperation in the work of improving the school. 11
It also is the management's systematic, continuous, two-way,
honest communication between an educational organization and its
public.
Supervision and Evaluation of Instruction
Dr. Decker's class Supervision and Evaluation of Instruction
focused on the fundamental principles and key evaluation
techniques of teacher evaluation.

I thought that when a principal

came in to evaluate you that they would set up a time to observe
you, and then write up some comments for your permanent
record.

Real easy and not much time involvement.

experiences in the past have been like this.

My

My principal would

give me a copy of my evaluation, discuss it over with me, and
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ask for some sort of growth area in which I wanted to work on
for the next year.

I really had no idea what they had to go

through in order to do this.

It was like I didn't appreciate what

they did for me.
After taking this class and having the opportunity to
evaluate a teacher at Price Lab School, my attitudes and
perceptions have changed.

I have found that supervision is an

integral part of an educational program and a cooperative team
type atmosphere.

All teachers, certified or classified personnel

need and should benefit from supervision.

Supervision should

help improve the attitudes and relationships of all members of the
school staff and should help develop good rapport with the
community.
After going through and learning the whole evaluation
process, and putting it into practice, there needs to be a strong
commitment on the principal's part.

We are here to improve

instruction and the principal should help faculty members to
experiment with research and different techniques in teaching.
Once again, evaluation of instruction comes back to
communication and theory.

As principals, we are in a role of a

consultant, facilitator, or coordinator.
advice and build on that.

We offer instructional

My philosophy as an administrator is

somewhat like a quote: "Be sure there is a teacher in every
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classroom who cares that every student everyday learns and
grows and feels like a real human being (Donald Clifton).
James S. Cangelosi (1991) has taught me to use a three (3)
step "cycle" in the evaluation process.

(1) Formative, (2)

Summative, and (3) Professional Improvement Commitment (PIC).
These three steps have helped me look at my staff in such a way
that they are not threatened in any way when it comes to their
evaluation.

There needs to be sincerity on my part in the

evaluation process because we are dealing with human feelings
and emotions.

I have learned through this cycle how to deal with

the improvement of instruction in a very positive, non-threatening
way with communication and feedback always continuing
throughout the year.

By continually discussing and working with

the staff on their PIC's, the whole school is improving and
teachers do not perceive their type of evaluation as a "necessary
evil" or job harassment. (Manning, 1988)
Professional Effective Habits
Over the summer of 1991, my uncle gave me the book,
Seven Habits of Highly Effective People by Steven R. Covey.
This book has described my beliefs and habits in many ways.
After reading this, I felt much better in being able to figure out
how my actions follow who I am.

It also has helped me to solve

both personal and professional problems in a step-by-step way.
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Covey describes his seven (7) habits to be effective:
Habit 1:

I am the creator, and I am in charge.

It is

based on the four unique human endowments or imagination,
conscience, independent will, particularity and self-awareness.

It

empowers you to say "I can change".
Habit 2:

Begin with the end in mind.

We need to begin

today with the image, picture, or paradigm of the end of your
life as your frame of reference or the criteria by which
everything else is examined.

Each part of your life - today's

behavior, tomorrow's behavior, etc. can be examined in the
context of the whole, of what really matters most to you.
By keeping that end clearly in mind, you can make certain that
whatever you do on any given particular day does not violate the
criteria you have defined as supremely important, and that each
day of your life contributes in a meaningful way to the vision you
have of your life as a whole.
Habit 2 is the first or mental creation.

It is based on

imagination - the ability to envision, to see the potential, to
create with our minds what we cannot at present see with our
eyes; and conscience - the ability to detect our own uniqueness
and the personal, moral and ethical guidelines within which we
can most happily fulfill it.

It's the deep contact with our basic

paradigms and values and the vision of what we can become.
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Habit 3:

Put first things first: This is the second

creation, the physical creation.

It's the fulfillment the

actualization and the natural emergence of Habits 1 and 2.

It's

the exercise of independent will toward becoming principal.centered.

It's the day-in, day-out, moment-by-moment doing it.

Habits 1 and 2 are absolutely essential and prerequisite to
Habit 3.

You can't become principal-centered without first being

aware of your paradigms and understanding how to shift them and

align them with principles.

You can't become principal-centered

without a vision of and a focus on the unique contribution that is
yours to make.
Habit 4:

Think Win/Win: This is a frame of mind and heart

that constantly seeks mutual benefit in all human interactions.

Win/Win means that agreements or solutions are mutually
beneficial, mutually satisfying.

With a Win/Win solution, all

parties feel good about the decision and feel committed to the
action plan.

Win/Win seed life as a cooperative, not competitive

arena.
Habit 5:

Seek first to understand. . . Then to be

understood involves a very deep shift in paradigm.
seek first to be understood.

We typically

Most people do not listen with the

intent to understand; they listen with the intent to reply.
They're either speaking or preparing to speak.

They're filtering
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our everything through their own paradigms, reading their
autobiography into other people's lives.

By having empathic

listening, you get the other persons form of reference.

You look

through it, you see the work the way they see the work, you
understand their paradigm, and you understand how they feel.
Habit 6:

Synergize:

This is the essence of principal

centered leadership and parenting.

It catalyzes, unifies, and

unleashes the greatest powers within people.

All the habits we

have covered prepare us to create the miracle of synergy - the
whole is greater than the sum of its parts.
It means that the relationship which the parts have to each other
is a part in and of itself.
Habit 7:

Sharpen the saw.

It is preserving and enhancing

the greatest asset you have -- you ... It's renewing the four
dimensions of your nature -- physical, spiritual, mental and
social/ emotional.
Conclusion
To cap off all my philosophies, beliefs, attitudes, habits
and visions, I was able to complete my practicum under an
elementary principal and try out some of these.

Without a doubt,

this was the highlight of my masters degree education.

I saw

and experienced how important it is to involve everyone in
education.

My vision now compared to three years ago, has
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taken a complete turn.

I started out with an "I" philosophy and

ended up with a "WE" philosophy.

The amount of time

involvement and commitment to education and trying to keep up
with tomorrow's education today, has really scared me.

Working

with a school's faculty and staff in all the educational issues out
there, has opened up a can of worms.

Throughout my teaching,

certain educational issues would come up, such as shared
decision-making.

Well, to be quite honest, I felt like we are

"jumping on a bandwagon" and trying to handle something which
no one really had a handle on.
would be.

Nobody knew what the outcomes

I wanted to know now what the bottom line was and

what shared decision-making was going to do for our school.
Throughout the year, I voiced my opinions on this, and it
got back to me.

I am one who wants things "black and white".

I need to know now what the outcome is.

I have found out in a

hurry that I need to accept what is and listen more intently to
what others say.
My practicum experience has really helped me to do this,
along with breaking some of my "habits".

Mr. Gregg Petersen,

principal at Wilson Elementary, has helped me overcome this.
told me something that I will never forget.

He

When it comes to

tough educational issues, such as shared decision-making, use
"Ready, Fire, Aim!" approach.

That way, you can finite what

a
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you are doing.

When it comes to things that are ambiguous, such

as SDM and the direction it is headed, he has helped me deal
with ambiguity in a positive way.

Also, to help with all the

educational issues, I have learned to rely on the professional
expertise of the AEA consultants.

My practicum project was on

staff development concerning some major educational issues over
the next three years.

By contacting these types of people, you

can get assistance on these critical issues, and get the support
that you need.
I am really glad that I had the opportunity to experience
these issues and do a project on staff development because it has
helped me to understand my weaknesses and build on my
strengths.

This experience has made me aware of the vital

importance of staff development.
As I indicated earlier, I have really been able to reflect
back and vision where I was in my career.

My attitudes and

beliefs have changed and become much stronger in many areas.
am always growing and dreaming about the future.

I

The future is

here and I look forward to being a part of a winning "team" of
people-principal, staff, parents and students.

As Marvin Cetron

(1985) says, "schools are shaping the future of the United States
in the 21st century.

We need to plan today."
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